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MEMORANDUM FOR: Director of Central Intelligence
VIA : Acting Deputy Director of Central Intelligencﬁle (_f7 7"/77 /=
FROM : Michael J. Malanick

Acting Deputy Dirvector for Administration

SUBJECT : Organizational Development

REFERENCE : Memo for the Record fronm 25X1A
dated 20 May 1977; subjecCt:. Establishment of Staff

of Internal Organization Development Specialists or
Consultants

1. Action Requested: This momorandum is prepared in response to
reference which refers to an Bmployee Suggestion and the DDA and Office
of ‘Personnel comments thercon. It was sent to you for your consideration.

2. Background:

of the Office of Communications, submitted
an me1oyee OUDIEC: Ne Agency establish a unit to pm\nde diagnootlc
and consultative services as an internal resource in the arcas of organiza-
tional development.' The suggestion proposed the staff would provide certain
services in the "OD" terms of action research, feedback, interpersonal
competence acquisition, organizational renewal, conflict management, et

al, Two responses to the supgestion were prepared: one from the Office

of Persomnel, which specifically addressed itself to the establishment of

an Orpanuatn onal Development Gtaff, and one from the DDA, which pointed

out what the Agency is presently (lomgr along OD lines on_an ad hoc basis.
Neither supported his suggestion for a formal OD Staff. iews25X1A
the two responses as at odds and as evidence that his proposal was submitted
to the "wrong forum' and, hence, has prepared reference Memorandum for the
Record for your consideration. It was unfortunate that the two responses
were sent to without melding them into a unified reply. The

two approachfs posal are not at odds; they look at the suggestion
from two perspectives.

fe 8

3. Stalf Position:

The Office of Persommel's response to the suggestion was directed
to the proposal for the cstablishment of an Organizational Development Staff
and the belicf that such a staff could only successfully function where there
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was centralized Agency or Directorate support for the institutional
management objectives of the program, including a commitment of resources.
The response included a suggestion that the proposal be referred to the
DDA for Directorate level consideration, as a matter of this scope would
necessarily require top management decision. The DDA responsc discussed
the general subject of OD and described what the Agency is presently
doing, ad hoc, along general OD lines. As noted above, we do not see
these responses in conflict but rather as addressing two different aspects
of the suggestion, i.e,, the establishment of a formal staff devoted to

OD and the OTR support presently given to implementing OD concepts on a
limited scale. In a subsequent memorandum not sent to# the 25X1A

Director of OTR cmphasized the need for strong and continulng management
support, the point made in the Office of Personnel reply.

There has always been a good deal of mystique surrounding OD,
much of it engendered by the language used to describe it. An example is
the definition given by the suggestor.

"OD is a long-range effort to improve an organization's
problem solving and rencwal processes, particularly through
a more effective and collaborative management of organizational
culture, with the assistance of a change agent, or catalyst,
and the use of the theory and technology of applied behavioral
science, including action research.'

In simpler terms, OD is the systewatic manner in which an organization's
problems are diagnosed and treated, with the goals of making that organiza-
tion an ideal one for both management and employees.

Almost any literature on the subject of OD emphasizes its only
chance of success i1s the solid commitment to OD principles at all levels
of management and of employees and includes an equal commitment of time,
persomnel and finances. Attached is a copy of an article from the March-
April 1977 Persomnel publication on Organization Development, which makes
the point that time is the greatest stumbling block to the success of the
0D effort--and that it takes three to five years before such an effort
fully takes hold and changes a work culture. Time, moreover, is only
on¢ factor in the implementation of an OD program. An organization
requires stability for OD to be effective, and a high degree of mobility,
such as exists in the Agency, can easily negate the benefits of an OD
program.

Agency records reflect the original suggestion that CIA undertake
an Organizational Development Program dates back to 1964. At that time
the Agency entered into a contract with _5X1A
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first of a six-phase program sponsored which in its entirety was 25X1A
an OD program. For numerous reasons, “ime (five years) and funds
($500,000), the Agency's top management chose not to make the commitment

for the total package. We "bought" the first phase only (Grid) and that
program has continued as one of the more popular courses given in the

Agency.

Austin, Texas for the purchase of the Manaierial Grid. The Grid was the

The Office of Training and the Office of Medical Services,
Psychological Services Staff, have developed and will, to the extent
possible, maintain a low key capability to respond to OD-like requirements
should they surface. While there is no capability to initiate OD efforts,
assistance in instances where OD promises benefit has been provided. In
1973-74 OTR hired an MBO and OD expert, is effort in  25X1A
CR5, involving over 70,000 man hours to X e the ertrectiveness of that
organization, is an cxample of what can be done in-house when internal
resources are available and utilized. It also points out the time frame
and resources required.

As was noted in the O original comments, OD presents many
attractive aspects, apart from the academic viewpoint expressed by the
suggestor. We also believe that the establishment of a Staff responsible
for OD on a Directorate or Agency level would be a natural step in evolving
management concepts. The successful establishment of a formal OD Staff
for the purpose of identification, study, analyses, and finally treatment
of the problems would, however, require top management support and the
provision of the whole package of resources required.

We do not believe the Agency is ready nor in a position to support
or benefit from an OD program of the scope proposed. Apart from the need
to reallocate resources, financial and people, from our already tight
budget and personnel ceilings, the still unresolved impact of any possible
reorganization of the Agency would make it thoroughly impractical to
consider the proposal at this time. The establishment of an 0D Staff
and an OD program of this magnitude would require a highly stable manage-
ment situation, as well as a long-range commitment at all levels to its
principles. Once we have the stability to support such a program, it
would be appropriate to carefully review the OD concepts and thrust to
determine if the costs in resources would provide sufficient and significant
benefit to merit the diversion of funds and personnel required. It would
also be appropriate to determine if Agency managers and employees are
willing to accept a program of this nature. Success of such a project
depends on commitment to the content and results as well as to the spirit
of the idea. In the meantime, we believe the organizational development
activities of the Office of Training adequately satisfy the ad hoc
requirements of the Agency components interested in one or another of
the individual aspects of OD.
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: 4. Recommendation: Attached is a proposed response from the
25X1A Director to

26 JUL i/

Michael J. Malanick

Attachments
(Sigazd) . . M. Janmey
Originator: , '
- . Director, of P,ersormel
Distribution: ' « 9 JUL Wy
Orig - Adse
1 -~ A-DDCI -
1 - ER N
2 - A-DDA Ligiso, émwz ;
1 - D/Pers _
1 - D/TR :
1 - DD/Pers/PEC-RS 4
25X1A OP/PGC/RS_—typed:OD/Pers:bkf (25 Jul 77)
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Time has an important bearing upon the conduct and durability of
an crganization development effort. Unfortunately, this factor
has often been underraied —Iif not entirgly overiooked.

i
v

Thomas H. Patten, Jr.

B

ZYefore embarking on an organization development (OD) effort,
management should ask itself: Do we have time for OD? This is
probably the most serious question that must be explored and
satisfactorily answered before starting an OD program. Yet, curi-
ously, most OD practioners and writers have paid very litile
attention to this many-faceted question. Instead, they have con-

" cerned themselves with issues such as diagnosing problems,

decioning exercices, searching for new

GESIgNING SXRILists,

Unfertunately, they have failed to realize that time—not technica
deficiencies or shortages of innovative and stimulative intellectua
" thinking on how to do it—Iis the greatest stumbling block to the

......... € open VY n
success of an OD effort.

i
1

How long should OD take?

OD efforts usually begin with a burst of enthusiasm and an

soon—and certainly no longer than after a few months.
course there is no such thing as instant OD, and various experts
claim that, as a rule-of-thumb, it takes three to five years before an
OD effort fully takes hold and changes a work culture.
Management-by-objectives (MBO) systems, which are com-
monly instailed as part of an OD effort, are a prime example of
ardently desired instant OD. Unfortunately, the highly touted
improved results of effective MBO systems often cannot be ob-
ed without months or years of debugging. Obviously, if this
uch time is required for correcting errors in an MBO instailation,
e time required to solve the problems arising from imy ,

7 5

1
r

(o4
ion of a broader OD effort can only be greater.

Yet top management does not always devote the necessary
armount of time to an OD effort once initial enthusiasm for it has
subsided (as it most certainly wiil after the new way of life becomes

T

. less novel and marnagers start to slip or regress to less satisfactory

ways of coping). Many top-management groups follow one wave
of fads after another with alternating degrees of enthusiasm. Thus
OD, like any other mew concept or social technology, can be
doomed at an early stage of its life when it is no longer

" spearheaded and led by top management—as it should be.

till another probiem is whether time itself and the dyramics of

- managerial mobility in large-scale organizations will not be the

undoing of OD. If OD takes three to five years for effective
implementation, it may kill itself by its own glacial time frame.
For exampie, the number of executives who are likely to quit,
transfer, retire, or be promoted in three to five years in any
department or division of reasonable size within the total organiza-
tion is likely to be so large that the momentum of an OD effort can
be lost. In fact, excessive mobility may make OD impossible

‘because the entity being changed and persons playing roles in it

are, respectively, excessively unstable and highly career mobile. Of
course, excessive mobility can have the opposite effect and actually
benefit an OD effort if the people brought in have already adopted
a style of management consistent with the desired results. But
barring this happy drcumstance, what can be done to ensure that
an OD effort takes hold and accomplishes its objectives instead of
regressing or stagnating because it cannot keep pace with the
underlying velocity of personnel change within a firm or agency?
The only solution to this problem is a shorter time frame than

implicit, if not explici/AppreveihFonhReledse2004#056231y GJA-RDP80-00478A0003006800704 OD initiation to full implementation. This
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solution, however, raises yet another question: How ra:)idiv can
"nanagers absorb change and still be effective? Somewhere there is
a limit to how much can be perscnally handled at the social-
emotional level during a given time period.

Timing and the political climate

Many organizations have severe people problems, unclear objec-
tives, poorly desigﬂed and Doo:h' administered pay systems, and
many other serious managerial problems. Diagnosis of these

conditions often shows that n«e:e organizations are not ready for
OD and cannot handle it. Timing thus is a factor that cannot be
ignored. If it is, improper interventions may be made and the
resukmw misapplications of OD because of timing errors may &
only be disastrous but close out any future consideration
a long period of time. ‘

S.:m arly, some organizations show many signs of being ready
for OD, yet implementation of the OD effort should be de;ayed
pending a ghgpcra in I environment at the top or
awaiting the passage of some other crucial event, mlles;one or
strategic juncture. Timing thus has both subjective and objective
aspects, and both must be carefully evaluated before embarking
upon OD. To be sure, OD practioners can use various diagnostic
tools that may help them in gMaD ng the right timing; but in the
final analysis, perception of timing is always intuitive. While this
assertion may be anathema to the scientific mind, nevertheless

many carefully planned and rational OD interventions have failed
because the intervenor’s antennae misread signals or misjudged
the power of practical obstacles.

AuOC&{ln" sufficient time for OD

Most people normaily think of an CD effort in terms of a simple
model involving an external change agent or consultant, an inter-
nal change agent or consultant, and the top-management group
that leads the change effort. The time problems of top management
have already bean “discussed. The time proolems of external and
internal change agents need to be examined next.

An external change agent or consultant is normally someone
from the outside world who works with an organization to help it

be a commercial consultant, a university proiessor, Or someone
else who has expertise and a broad kn owle”ige of other firms or
agencies upon which he or she can draw in working with an
internal change agent and top management in implementing
alterations in the organizational status quo.

Because they are often poor managers of their own time, external
change agents can create time p'oble'nc for an OD effort; they may
not a“ocaio s"r’fmc“‘ f‘me for clients uniess they are very clear
about their own p"l ies and are in great control of their commit-

ents. Perhaps it is t e excitement of implementing OD that
causes this poor time management. Some consultants act very

much like a key in an 1gmhon switch. That is, they insert
themselves in situations and start the organizational engine run-
ning, but they can equally quickiy pop themselves out of the
switch and try another, believing that the first engine is now
running and the second one needs a start. These consultants seem
to forget that they are the key!

The key issue for the external change agent is: How much time
will be taken from his or her professmnal life to work with one
particular organization, come back as needed, and stay in touch?
The most competent ‘consultants are in high demand, and unless
they watch their time schedules, they may not do the job of the
change agent properly. Octaszonally, in an effort to avoid time
problems they build up staffs and teams with others who pTOVIdL
the reouesteq services. But turning clients over to other change
agents often results in an unhappy mixing of the parties and the
end of the relationship as well as the OD effort.

A related concern is dealing with external change agents who are
not in demand and who ha\(,, as a result, excess time that they
would kke to bill to clients. These individuals may create a
dependen iy ‘relationship. with clients and unethically suggest
directions in an OD effort that are not real ly needed but may be
personally lucrative. Thus they may not only waste excessive
amounts of fime for the client but actually have a negative effect
both in terms of the mualutilization of human and finandal re-
sources internally and in terms of creating a poor reputation for the
behavioral sciences and their potential applica“w\ in induvtry

A still larger issue involves the sum-total of time available from
competent change agents in the United States. If the charges made
in recent years concerning the quality of worklife, employee

fn its efforts to improveNfpFveaTFer RERASE 200795723 THA-RDP8O- 00475K05 3060016 41css poor planning and goal setting in

m——



Approved For Release 2001/05/23 : CIA-RDP80-00473A000300080010-4

30 DERSONNEL

MARCH-APRIL 1977

CPYRGHT,

LEOROD 5

organizati ns, and various other bits of evidence suggesting some
degree of malaise or anomie are taken seriously, then there probably
aren’t enough capable consultants for the OD work that needs to
be done. Although this may be an overstatement of the situation,
certainly the time of those consultants who can have a benefidal
impact on organzat«o”s should not be wasted. Instead, they
should take another icok at themselves to see if they are funciion-
ing either as ignition switches or as truly professional agents of
change.

Internal resources and change

Internal change agents or consultants aiso face many serious
time prob‘ems in keeping the OD effort alive, on course, and
purposeful. They have the difficult job i to external
change agents and the managtnax group that is .em.mg the OD
eﬁon as el as to the client orgamzat. n as a whole. In many
respects, their time is the organization’s time; yet they must carve
cut a role for themselvés within the time that is available so that
an OD effort will have the desired impact.

Internal change agents must spend much of their time determin-
ing how much time managers can spend on site or off site in the
seminars, workshops, -nd OD endeavers that will result in the
desired lmprovc'ncn*s in their management styles. Much of this is

“selling” time, or time used to Commu:ucate to others in a
persuasive way. In addition, a portion of the internal change
agent’s time Is allocated to planning and perhaps to acting as a
group facilitator, third-party interpersonal peacemaker, problem
diagnostician, and program evalumor

Howaver, internal change agents may not have sufficient time to
carry out all these important and interrelated roles. Thus they end

. up being firefighters cr mere links to the world of external change
agents, allowing people from the latter to give their time to the
change effort while they merely coordinate in a rather passive,
. uncritical sense, Implicit in this style of operating is intense time
pressure that depresses the individual's energy and results in
relatively poor pzo ssional time utilization.
A wel- -planned spcc izl assignment in OD can be very beneficial
to a manager. But if internal change agents double in brass or wear
more than one managcr.a; hat, their time for the implementation of

the OD efot i comesp gl i oH P85 S5 0BT )52 i Ropmo. oo FPYRRUBUBGGAD Y oo i srosp seings. et

enced, highly regarded production superintendent or a district
sales manager who is removed from his regular job and is given the
time to work instead as a full-time internal change agent may, by
virtue of the new assignment, experience new ﬂows of energy that
he enthusiastically converts to the work itself. On the other hand,
an’ already overly busy personnel assistant, training direcior, or
organizational planner who is asked to take on the full OD staff
role in addition may find he has no time to do a decent job. This
may be called the “whirling ae*wsh sx ndrome.” In the laiter case,

the difference between success and failure is caused far less i v the
competence of the person than by the excessive incursions into his
or her time by assigned work. In other words, he or she is over-
loaded. :

If the internal change agents are already overburdened, they
almost inevitably will have no time for research. Not only will they
be short of time for planning when to do research (in either the
short or long raﬂge) and for designing research components of
interventions but also they will ’V‘k sufﬁaem time for evaluative
work of any kind. Such situations are almost certain to turn an OD
facilitator into an interpersonal and organizational firefighter in the
narrowest sense.

This is particularly unfortunate in the OD role because one of th
prime models for OD is the action research model, which em-
phasizes data-based interventions, feedback ot resuits, and plan-
ned change efforts. In other words, Tesearch is part of the ethic of
CD. The cyclical process in action research haq the cumtulative
effect of steadily improving the processes of managerial problem
solving and decision making. Ideally, the OD taGht tor who is an
internal change agent should role-model what he believes to be the
proper way of fu".ctionino But this can harcly happen if he spends
the bulk of his time on bu usy-work, however important, and no
time is devoted to research and evaluatio

Lack of time for research is particularly critical for internal
change agents for still another reason. They must have time to
keep abreast of new developments in OD, experiment, and learn
about ways that might save time for their employers in implement-
ing OD efforts. New exerdises and designs for OD are pr o‘h»rmmg
at a bewildering rate and need to be studied and tested in
organizational contexts. For example, the rise of instrumentation in
OD has been an important i*mov‘tion and in itself reprcs ts a

cally, the
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of various {nsruments desi gnea to P”OV ¢ groups with rapid the greatest time waste of all is the casting about after fads in O,
hout the dimensions of b hehavior in mana <m.g such as Lon:,t‘.mly jumping on bn'}ﬂ\,\’?f’OAb and mindiess}y

d to take hours or ha}bwncut e main learning vehiclein switching from T-group to team building, transactional aralysig,

3 "(_ T-group. Now time can be saved by using carefully gestalt approaches, and assertiveness training without ever taking
and ingeniously insightful instruments such as team- tlme to evaluate what has been accomplisied.
bSAOﬂb, LOL@‘“E"’Os.c\t on exercises, and Dcrsona’l‘growth Perhaps the most serious time issue still to be resolved [s

whether OD can be accelerated to more quickly improve managg-
ment than can now be expected in a three- to five-year per od f

learn about msirumenta ion and new awelop-

ditional t*me truly useful for OD would have been trial. All o*he time problems are ancillary to this one becaasc tHe

nd the waste of human resources is tantamount to the s bottom line in OD is improved management by a grovp ¢f

most precious resource— time. managers who-work tggethcr in the real world. Although there cah

reason that internal change agents need to consider time be no such thing as mstint oD, new ways must be found f¢r

ne Cf the issues ’D“"VxOUaIy raised. In particular, acceieraﬂhng the process it CD is to’ help managers in dyna{n‘c

1ts should be keenly aware of how much time e;n_terpr?ses. Identnf:cahpn of son:e of the time issues analyzed h

y out an OD effort; when to terminate OD, if this article can point the way. But much more must be learnefl

ever; and when to decelerate OD and key down. In order to remain about the effective and efficent administration of OD efforts, and

attuned ‘o the progress, successes, and failures of OD, internal | more attention must be given to how OE) time is allocated anfd

change egents need time to observe, fo speak to those being managed before proceeding with uncritical advocacy of more CP
affected by the change effort, and to carry out research on what has a good thing in general for management.

been accomphished.
Every phase of OD—and even t‘“ OD effort itself (i

n the sense
of no 1onger calling OD by this p‘r icular name)—probably has a
termination pomt ‘me‘na; change agents must be able to recog-
nize when the new way of kfe 1 been achieved and when the
label CD can be c.rocj:ed because it is no longer needed to de:c,
a distinctive effort that took place at a pointin time. Time ha

set aside and used, and goals have been reaCﬂed. While ther
be new goals and new efforts, old goms and ol”

[=

O
O
O

! of Labor and Industrial Relations,
sity. He previously rﬂug it st the University of Detroit and
. was & personncl execulive at Ford Motor Company. Dr. Patten has consulied on
Tt ,Jcrsvrhef management and organization development matters throughout the worid
and has guthored more than 50 articles and four books. He received a Ph.D. degree
from Comnell University, In 1972, he served as national general chairman of the OD

5b
e :‘nay

ision of the American Society for Training and Dcvelopment and continues to
serve as g member of many perLss onal org

nizations in the personnel field.
ize these facts of life and to

ES : ] s
common. understanding of these mat ers witk
N external Change agent and tOp r"anace*nerkt The time dimension
will provide one basis for recognition and sharing of the perception
of termination.

)

(D

,
Cenclusion

The literature on organization developmem has been negligent
1 in considering the implications of time and time managemen fo
O?‘ The various subtle ways in which tme impacts on the success
and failure of OD have been

+on
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MEMORANDUM FOR: m
1ce ot Communications, DDA

FROM : John F. Blake
Acting Deputy Director of
Central Intelligence

SUBJECT : Organizational Development

REFERENCE : Your memo for the Record, dtd 20 May 77; Subject:
Establishment of Staff of Internal Organization
Development Specialists or Consultants

1. Your 20 May memorandum proposing the establishment of an
Organizational Development Staff and program in the Agency has been
studied along with a review of the two responses sent to you in
conjunction with your employee suggestion of September 1976. 1In
my judgment, the two earlier responses to you were not in opposition,
as you suggest. Rather, the Office of Personnel properly noted the
problems of establishing a Staff and a formal program, and the DDA
reply detailed the 0D activities already under way on an ad hoc basis.
It is unfortunate that those two replies were not melded into a single
response.

2. Your suggestion has obvious merit, as it would in nearly
any organization. The Agency is not without interest in this matter,
but right now it is very short on resources (money, people, and time)
to commit to this particular effort. Nonetheless, I am certain that
this suggestion will come up again, as it has from time to time since
1964, and perhaps we will be able to undertake an OD program in the
future. I we make such a determination, your interest will be noted.
I appreciate your continued concern about improving management.

25X1A

/ John F. Blake

;
/

/

\_
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MEMORANDUM FOR:
ULTICe Of Lomnunications, D

FROM : Staggzﬁe'd Turner
Director §®MMlhmngww

SUBJECT : Organizationéiapevelopmen
AN .
REFERENCE : Your memo for the“record, dtd 20 May 77; subject:
Establishment ofs\Staff of Internal Organization
Development Specialists or Consultants
. "\_“

umy, proposing the establishment

1. T have had your 20 May memoran
nd program in the Agency, studied

of.an Organizational Development Staff
by my staff. They have also examined the two\responses sent to you and
do not find them in opposition; ratherf the Office of Personnel properly
notes the problems of establishing a Ftaff and a\formal program and the
DDA reply details the OD activities which already“take place on an ad
hoc basis. It is unfortunate the rcplies were sent\to you individually
and were not melded into a single response.
/.

2. There is merit in your sugpestion, as noted in “the replies,
but I do not belicve this is the time to initiate changesN\of the scope
and nature suggested. Should thefe be a determination at & future time
that a formal OD program is appraopriate for the success of Agency manage-
ment processes, your intereﬁt‘wéil_be noted. I appreciate yody bringing
this subject to my attention. /{ .

[

/ STANSFIELD TURNER

/

;

(Signai) F. . M. Jamay

Originator: ;

Distribution: "~ Director of Personnel 5
Orig - Adse ' ‘ |
1 - DCI a5 duL e
1 - A-DDCI :
1 - ER
2 - A-DDA .
1 - D/Pers |
1 - D/TR
1Apﬂ?BﬁBdTEdP%Ié€Se 2001/05/23 : CIA-RDP80-00473A000300080010-4
OP/P&C/RYMEN: T\ d-OD/Pers :bkE (25 Jul 77)
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20 May 1977

MEMORANDUM FOR THE RECORD

SUBJECT : Establishment of Staff of Internal Organization
Development Specialists or Consultants

REFERENCE: Notes from the Director No. 1

Background

1. In September 1976 I submitted an Employee Suggestion
recommending the establishment of a Staff of Internal
Organization Development consultants, or specialists, to
provide management, from the Directorate level down through
the Branch or even Section level, with internal resources
for diagnostic and consultative services to any unit at
any level for those arcas of management that fall within the
scope of Organization Development. Some of the areas that
typically fall within the scope of 0D are: action research;
survey and feedback; organizational renewal; team building;
affirmative action; vertical and lateral communications;
conflict management; role clarification, role negotiation,
job enrichment; career planning; intcrpersonal competence
acquisition; and MBO.

2. 1 feel in retrospect that I chose the wrong forum,
in that my intent was to propose an idea or concept for
management to consider for development into a dynamic manage-
ment process tool. I had no thoughts or desire to quantify
or try to relate the concept to the traditional monetary
reward format with which most employee suggestions are processcd.

Critidue and Clarification

3. After reviewing the evaluations of my Imployee
Suggestion #77-93 I am convinced not only of the applicability
but the need for a dynamic management tool such as an internal
staff of organization development specialists. The two
evaluations of my suggestion, onc by 0P axd one by DDA, were
completely at odds in their perceptions of Organization
Development. OP based their responsc on the premise that

cnt ”~ 9:' x: . WA
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SUBJECT: Istablishment of Staff of Internal Organization
Development Specialists or Consultants

0D is only applicable in a centralized form of management
whereas the DDA response assumed the premise that its appli-
cability is to decentralized management. OD is in fact used
in industry and the federal government in both managerial
cultures. Organization Development is a dynamic process,
providing a mechanism to continually sense and assess an
organization's culture and ascertain if there is a nced for
change and if so, what change. Therc are several premises
on which OD is based, two are: that there is always room
for improvement or adjustment in an organization; and given
that the external world is constantly changing, it is better
to deal with change as an ongoing dynamic process rather than
waiting for problems to develop or a crisis to arise and
then resorting to corrective or catch-up action.

4. Warren Bennis (president, University of Cincinnati)
and Wendell French (professor, University of Washington)
define Organization Development as a long range effort to
improve an organization's problem solving and renewal pro-
cesses, particularly through a more effective and collaborative
management of organizational culture, with the assistance of
a change agent, or catalyst, and the use of the theory and
technology of applied behavioral science, including action
research. It is a complex educational strategy intended to
inculcate or reinforce beliefs, attitudes, valucs, and
structures of organizations to enable them to better adapt
to new technologies, markets, requirements, challenges, and
the dizzying rate of change itself.

5. The DDA evaluation adequately refutes the OP cvalua-
tion, and on the whole presents more supportive data to the
suggestion than it does data to support its recommendation
to decline the suggestion. Some examples are: ''systematically
apply behavioral science principles--to improve the extent to
which the organization accomplishes its goals or carries out
its mission'™; "OD is a dynamic process providing a mechanism
to continually recognize and reduce deficicncies--on the
premisc that however cffective and organization may perform,
it could be improved'; (can't we improve?) '"Although 0D
concepts arc applicable for large organizations, such as the
CTA, the focus of 0D is usually toward components such as
Offices, Divisions, or Branches. (exactly what I suggested)

-2~
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SUBJECT: < Establishment of Staff of Internal Orgaanatlon
Development SpPClallStS or Consultants

"The consultant (their assumption is external, my suggestion
is internal) works with organizational members in 1dent1fylng
key problem areas (e.g., group interaction, lateral communica-
tions), what changes are desired, how change should be
jmp]emented and how resultant change should be assessed."
"OD is consistent with a decentralized form of management
such as that within the Agency."

6. The evaluation then proceeds to identify several
individual things the Agency does, '"consistent with the basic
tenets of OD" e.g., attitude surveys, the creative leadership
seminar (under development), the Levinson seminars, the
Managerial Grid cours assessment centers, MBO. The closing

paragraph starts w1th ”In conclusion, the framework for an 0D
effort already exists within the Agoncy "

" 7. Many of these same areas and problems. are identified
in the report on two seminars on Creativity and Ethics in CIA
published by the Center for the Study of Intelligence, OTR.

8. Some of the issues raised by the Seminar on Creativity
and Ethics in CIA (17-18 January 1977) are those that lend
themselves to an Organization Development effort and demon-
strate that senior level officers of the Agency recognize
the need for improvement, adjustment, and change. Some
examples are:

a. better vertical and cross- Dlrectorate communica-
tions in CIA;

b. elimination of the bureaucratic isolation of
office-level components across Directorates;

c. clarification of the alms, goa]s, and purposes
of the Agency;

d. stressing those parts of MBO perceived as lacking
in the Agency, i.e., sense of participation and better
vertical communications

~e. clarification of expectations;

-3
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SUBJECT: Establishment of Staff of Internal Organization
-Development Specialists or Consultants

f. Dbroadening of decision making process;

g. more interdisciplinary and team approaches;
h. DBetter recognifion of creative initiatives;
i. better feedback, i.c., more;

j. zero-based management review of organizational
tasks, methods, and management processes.

9. In conclusion, I would address the prevalent myth
that OD is only practiced by Organizational Psychologists.
The US Army develops its own internal OD specialists for its
current programs in MILPERCEN , DESPERS, FORSCOM, and 82nd
Airborne to name a few I'm personally aware of. The US Navy
does much the same thing for its Human Resource Development
centers. Most of thosc entering the field of Organization
Development as practioners are now coming out of graduate
programs in OD. Therc is a growing number of Federal employeces
moving into the field of OD through the two local graduate
programs at American and George Washington Universities.
There is an informal network of practicing OD specialists
representing 9 or L0 different agencies that mect monthly
under the sponsorship of the CSC. The Burcau of Navy Personnel
is currently in the process of establishing a job description
for organization developuent specialists. The development of
our own staff of internal organization development specialists
would require the assistance of an external Organization
Development Consultant with experience in helping to establish
an Internal Staff. There are many prominent OD consultants ogyqa
with the capabilities and commensurate experience.

Attachments:
A - Employee Suggestion #77-93
B - OP Evaluation
C - DDA Evaluation
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TITLE OR SUBJECT OF SUGGESTION

SUGGESTION NO.

Establishment of Internal Organization Development — (s
Consultants ~ )

PRESENT METHOD

N/A

1 SUGGEST —

My suggestion is that the Agency cstablish a unit to provide
diagnostic and consultative services a

s an internal resource in the

areas of organizational development.
incorporated either into the Office of Training or as a separate
staff of the DDA, An Organization Development Staff could provide
internal resources for diagnostic and consultatives services to any
organizational unit within the Agency relating to any of those areas
that fall within the defined areas of Organization Development, e.g.,
action research, feedback, interpersonal competence acquisition,
organizational renewal, team building, conflict management, xole
negotation, role clarification, and job cnrichment; and those areas
of MBO (which arec inherently self-defining as areas of Organization
Development) which require collaborative teamwork in order to make
Management by Objectives a viable form of managment. (Continued next

Such a staff could be ecasily

page)

ADVANTAGES

N/A
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EMPLOYLEE SUGGESTION (continued)

I have developed the £cc1jng in reading staff notes at the
directorate level that therc is a desire within the Agency to
better establish collaborative efforts at the interoffice level
within a directorate to work more effectively and more cohesively
as an organizational unit rather than as many subunits autonomous
unto themselves, finding themsclves in a position of having a
somewhat nebulous idea of their responsibilities or commitments
to a total organizational goal or effort. Having an internal
staff that conld provnde internal resources to dlagnoso and to
consult to the organizational questions that fall within
Organization Development could be useful at many levels of
the Agency; at the total organizational level (intecrdirectorate
level), within a particular directorate at the interoffice level,
or within an office at the interdivision or the interbranch
level. It could also be applicable within a branch working
with first and second line supervisors and managers to establish
a more effective work unit that could identify with organizational
goals and objectives beyond that of their branch.

Organization Development cfforts are spreading quickly
throughout the Federal Government. Some of thosc of which
I am aware begin in the Civil Service Commission itself and
are found also in the General Accounting Office, in the Social
Security Administraion, in the National Institutes of Health,
in the Interior Department, in the Human Resources Development
Section of the Navy, in several divisions of the Army at the
active duty military level, in the Ilousing and Urban Development
Department, in the Internal Revenue Service, in the Federal
Aviation Administration, in the Tederal Housing Loan Bank Board,
in the Postal Service, in the Bureau of Ingraving and Printing,
and in the State Department.

The main thrust of any area of Organization Development goes
beyond the cognitive level to the process level, assuming that
almost all organizations are technically compctcnt to achieve
the tasks that are theirs with the personnel that they have but
frequently are not able to work together in the most efficient
manner. And it is thogc problems of cffectively utilizing and
managing their human resources that get in the way of accompllshlnq
the overall goals and objectives of the organization. By providing
an internal staff of Organization Development Consultants that
could be available to any manager at any level within the Agency,
it would allow any level manager to deal with his human resources
from the perspective of planning and on-going management as opposed
to waiting for a potential problem to become self-evident and
problematic resulting in what is more commonly known as fire-
fighting.
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SUGGESTION EVALUATION REPORT (") }/'j
T0: Executive Sécretary VSUGGEST!ON NO. SUSPENSE DATE
Suggestion Awards Committee 77-0%

INSTRUCTIONS: Please complete this form in detail to guide the Suggestion Awards Committee in making a final deter-
mination of the merits of this suggestion. Retain third copy.

1. ACTION RECOMMENDED !_l ADOPT DECL INE [:] OTHER (Specify):

2, REASONS FOR RECOMMENDATION (If more space is needed, use plain paper)

This is a suggestion for top management (Agency or Directorate) consideration
and we would suggest it be sent to the DD/A for review and recommendation, if thought
feasible, to the EAG. We do not believe, as suggosted on the routing, that a poll
of DDA offices would serve any purpose.

The establishment of an Organizational Development Staff would normally be
follow-on of a Management Staff with oversight responsibilitics. It assumes cen-
tralized management, a structure for following objectives at the organization level
instead of office or unit, delineation of performance criteria reflective of the
objectives established, ct al. Support for this type of organization does not now
exist in the Agency. Should the Agency management evolve into a centralized system,
this type of staff responsibility would be a natural development.

In reviewing this suggestion, however, we believe the following comments are
pertinent in an Gvaluation should OD Stalfs be established in the futurc. The concept
stated hercin is attractive but falls short of being somcthing that can be implemented
as we now function. The proposal does not consider “how the suggested 0D Staff would
be recruited and trained. It does not address whether the Staff should be located
at the Agency or Directorate level. It does not provide an answer on how to establish
tredibility for the Staff with the managers it is to help. It does not lay out the
cost-benefit calculus that would permit one to evaluate the suggestion. It does not
define the need except in the nebulous terms of the desirability of a cooperative
effort to solve problems, always a valid idea.

Should the Agency or a Dircctorate in the future go the route of an OD Staff,
we do not believe it would be in response to this suggestion, but rather as a :top
in evolving management concepts. The OD Staff, as noted above, 1s a natural develop-
ment of a centralized approach to management.

3. TANGH,’ILE FIRST-Y AR SAVINGS (Man-hours, material, equipment, etc.)

A. INTANGIBLE BENEFITS (See guide on reverse side of third copy)

5. WHAT OTHER OFFICES, DIVISIONS, ETC. MIGHT ALSO USE THIS IDEA?
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SUBJECT : jEmployee Suggestion No. 77003

ACTION RECOMMENDED: Decline
REASONS FFOR RECOMMENDATION:

1. "Organization development'" is the means by which
members of an organization identify their organizational de-
ficiencies and systematically apply behavioral science
principles toward reducing them in order to improve the
extent to which the organization accomplishes its goals or
carries out its mission. Classically, OD is a dynamic pro-
cess providing a mechanism to continually rccognize and
reduce deficiencies--on the premise that however effective
an organization may perform, it could be improved.

2. There is no specific "OD System,'" only a body of
.principles to guide the process. There are as many 0D models
as there arc OD applications. Although OD concepts are
applicable for large organizations, such as the CIA, the
focus of 0D is usually toward components such as Offices,
Divisions, or Branches. An organization would usually enter
into an OD program with the help of an Organizational Con-
sultant {gencrally a Management Psychologist). The consultant,

- after obscrving the organization in action, works with
- organizational members in identifying key problem areas
(c.g., group interaction, lateral communications), what
changes are desired, how change should be implcmented, and
how the wesultant change should be assessed. An important
part of organization development, particularly in its '
initial stages, is a training program tailored to the indi-
vidual necds of an organization.

-
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SUBJECT:- Emplcycee Suggestion No. 77003 \
Approved For Release 2001/05/23 : CIA-RDP80-00473A000300080010-4

5. In summary, OD is consistent with a decentralized
form of management such as that within the Agency; it is morc
effective within components or subcomponents than it is at
large organizational levels: and, it requires the full support
of the component manager and the participation of its members.
On the other hand, there is no guarantec that OD, howcver
carefully it is applied, would improve the cffcctivencss or
productivity of an organization. (Rescarch has revealed
that some organizations are more productive and their members
more satisfied in an authoritarian environment than in one
which is participative.) It should also be emphasized that
OD specialists--qualificd {or consulting and diagnosing
organizational problems--are rarely found in Government ser-
vice.

4. Additionally, the Agency, particularly in the last
few years, has made (and continues to make) definite strides
toward improving its ceffectiveness, which while consistent
with the basic tenets of 0D, arc not specifically labelcd
"organization development.'" The following is a sampling of
such activities:-

a. The recent attitude surveys, enabling
Agency management to identify problem arecas and
attitudes in order to concentrate attention on
areas of need.

b. Training programs, which include:
courses to improve technical competence as well
as courses designed for individual improvement;
supervisory development courses; a new lecadership STATINTL
seminar (under development) which will include
specific OD principles; a seminar offered to
senior management conducted by
(who is a Psychologist, an acadamician, a manage-
ment consultant, and an advocate of 0D), and most
importantly, the Management Grid course which
represents a preliminary stage of organization
development.

c. The Agency cmploys a Management Psychologist
(attached to OMS, and temporarily assigned to OTR,
to assist in the development and teaching of
management training courscs). The Agency Psycholo-
gical Services Staff (OMS), in addition to various
OTR faculty members, are availablce to provide guid-
ance or consultation on a variety of managerial or
organization development topics.

Approved For Release 2001/05/23 : CIA-RDP80-00473A000300080010-4
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SUBJECTE, Empl&,cc Suggestion No. 77003 (
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5. Other endeavors toward this end include the MBO
Program (particularly within the DDA), programs in virtually
all Directorates to improve the communications process, the
assessment centers (conducted with the assistance of OMS),
and the individual training workshops which arec available
through OTR.

0. In conclusion, the framework for an OD effort already
exists within the Agency. Organization development concepts
are being utilized by the Agency and numerous Agency employces
have been exposed to them through the various programs cited
above. Should components wish to pursue 0D to the point of
developing a specific program, a mechanism exists by which to
do so. In this respect, I rccommend that this suggestion be
declined. o o
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CONFIDENTTAL

17 June 1977

MEMORANDUM TOR: Deputy Director of Training

SUBJECT : Organizational Development (0D) (U)

‘Don:

1. (ATUO) Attached is the material on its way to
the DCI concerning the use of OD in the Agency. As I

.. mentioned to you we neced some type of comment and Mike

decided it would be better to forward as it goes up through
channels rather than wait until we are asked to respond.

2. (C) I will have to put a fairly short deadline on

this since it must go on its way quickly. I would like to
have the answer back from you for Mike's review by the COB

on 23 June. If this deadline will give you anv trouble,
please give me a call. T will be going to on 25X1A
noon Wednesday for about a day and a half WITH Tw dnels.

25X1A

Attachment
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g2 JUN 1977

MEMORANDUM FOR: Associate Deputy Director for
Administration

FROM: Harry L. Fitzwater
Director of Training

SUBJECT: Organizational Development (0OD) (U)

1. (U) I find very little to add to the attached
discussion of the promises and pitfalls of 0D. Embarking
on an 0D effort is not a decision to be made lightly.

It is a long-term process requiring strong and continuing
management support. OD demands a high level of commit-
ment from its participants. Once initiated, it does not
always lead to results deemed "best'" by supervisors,
managers, and executives. The process rests on an open,
communicative, non-evaluative, non-defensive attitude

on the part of participating supervisors and managers.

In short, OD efforts hold forth no promise of a quick

fix for organizational ills.

2. (U) The results achieved from carefully
planned, implemented, and strongly supported OD efforts
are at the heart of the continued appeal of the process.
For that reason, the Office of Training (OTR) and Office
of Medical Services (OMS) have developed and will, to
the extent possible, maintain a low key OD capability.
The jointly conducted Program on Creative Management 1s
a part of this capability as is the Assessment Center
approach sponsored by Psychological Services Staff.

The OTR Senior Seminar has also employed OD techniques
in several of its runnings. OTR has four individuals
capable of handling the 0D consultants' role. Our
expectation is that these resources will be used in
those instances where OD promises benefit. We believe
they will most likely occur at the Branch and Division
level within the Agency. We are not initiating OD
efforts. We have a capability which can respond to
OD-1ike requirements should they surface.

E2IMPDET
CL by: 308235
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SUBJECT: Organizational Development (0D) (U)

find it useful to discuss 0D
with Information Services Staff/DDO
(ISS #11, ISS sponsored an employee
survey conducted by Psychologlcal Services Staft.
Based on survey results, ISS embarked on a variety

of efforts aimed at, among other things, improving
communications within the staff. The whole ISS
project is, in many ways, a classical OD activity.

Attachment:
As stated
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MEMORANDUM FOR: Deputy Director for Administration

Fon y
1rector o1 rersonnel

SUBJECT : Organizational Development

(a) Employee Suggestion 77-93
(b) OP comments on reference (a)
(c) DDA comments on reference (a)

REFERENCES

1. This memorandum has been prepared at the request of the
ADDA and is forwarded for information.

2. The Office of Personnel's response to Suggestion 77-93 vwas
directed to the proposal for the establishment of an Organization
Development Staff and .our belief that such a Staff could only

successfully function where there was centralized Agency or Director-
ate support for the institutional management objectives of the
program including a commitment of resources. The DDA response and
the 22 June OTR memorandum, on the other hand, addressed what the
Agency is presently doing, ad hoc, along general 0D lines. We do

not read these responses as in conflict. We also see OTR's responses
as reinforcing the thrust of OP's position for the level and kind

of support recuired for a comprehensive program such as proposed
by

3. There has always been a good deal of mystique surrounding 0D,
much of it engendered by the language used to describe it. An
example is the textbook definition given by the suggestor.

0D is a long range effort to improve an organiza-
tion's problem solving and renewal processes,
particularly through a more effective and collabo-
rative management of organizational culture, with
the assistance of a change agent, or catalyst, and
the use of the theory and technology of applied
behavioral science, including action research.”

In more simple terms, 0D is the systematic manner in which an organiza-
tion's problems are diagnosed and treated, with the goals of making
that organization an ideal one for both management and employees.

Approved For Release 2001/05/23 : CIA-RDP80-00473A000300080010-4
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4. Almost any literature on the subject of 0D emphasizes its
only chance of success is the solid commitment to OD principles at
all levels of management and employees, and includes an equal
conmitment of time, personnel and finances. We have attached a
copy of an article from the March - April 1977 Personnel publication
on 0D, which makes the point that time is the greatest stumbling
block to the success of the 0D effort--and that it takes three to
five years before an 0D effort fully takes hold and changes a work
culture. Time, further, is only one factor in the implementation
of an OD program.

STATINTL 5. Agency records reflect the original suggestion that CIASTATINTL
undertake an Organizational Development Program dates back to 1964.
ims +ho Adency entered into a contract with

of Austin, Texas for the purchase of the Managerial
. e was the first of a six phase program sponsored by
which in its entirety was an OD program. For numerous reasons,
mainly time (five years) and funds ($500,000), the Agency's top
management chooses not to make the commitment for the total package.
~ We "bought" the first phase only (Grid) and that program has continued

as one of the more popular courses given in the Agency.

STATINTL

6. The points contained in the Director of Training's memo-

i randum of 22 June 1977 summarize the current efforts and list the
STATINTL capabilities existing in the Office of Training and elsewhere in the

Agency for the handling of 0D type problems. This has been going

! - ears. In 1973-74, OTR hired an MBO and OD expert,
His efforts in CRS, involving over 70,000 man-hours,
To 1mprove the effectiveness of that organization, is an example of

what can be done, in-house, when internal resources are available
and utilized. It also points out the time frame and resources
required.

7. We continue to believe, as noted out in our original comments,
that OD presents many attractive aspects, apart from the academic
viewpoint expressed by the suggestor. We also believe that the
establishment of a Staff responsible for 0D on a Directorate or
Agency level would be a natural step in evolving management concepts.
Success of such a project depends, however, on commitment to the
content as well as the spirit. Note the first paragraphs of 0TR's
22 June memorandum. The successful establishment of a formal 0D Staff
for the purpose of identification, study, analyses, and finally
treatment of the problems, would require top management support and
the provision of the whole package of resources required. Only senior
management is in a position to determine that the state of management

2
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in the Agency is ready and in a position to benefit from an 0D
program of the scope proposed, and if the need warrants the necessary
diversion of funds and personnel from other programs.

8. It should be noted that the 0ffice of Personnel's response
to the suggestion was inadvertently marked "decline”. As seen from
the substance of the comments the recommendation should properly have
been "other". While pointing out the problems we saw in the suggestion,
including the lack of any specifics for implementation, it was
recomnended the suggestion be referred to DDA for further review and

comment.

Att.
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